The revised ISO 9001 will require companies to fundamentally restructure their existing quality management system and to adapt it to the processes taking place in the individual company. In this context, it is of utmost importance not only to identify current weak points but also to retain the positive effects of the present Quality Management System. Based on the results of an empirical survey, this article outlines the main weak points that were named by the companies which are therefore points of departure in eliminating them. The article demonstrates that the new requirements of ISO 9001 do not present many companies with a difficult challenge, because they are already able to fulfil them.
INTRODUCTION
The revision of the best-known standards in quality management, the DIN EN ISO 9000 family, has been completed since December 2000. The appearance of the final version of the DIN EN ISO 9001:2000, was the result of a long process being brought to an end. In its course, not only different contents but also the final date of publication changed repeatedly. The repeated unexpected changes especially concerning the contents of the revised system were a source of confusion for many companies. Most of the companies responded by waiting until the final standards had been adopted. This behaviour can be explained by their uncertainty about the content of the final version. In addition, the situation also led the companies to ponder a few more questions in this respect, and their answers are of utmost importance for the future structures of Quality Management (QM) systems. The first question regards the success of the present quality management system in a given company. Changing an existing system often entails abandoning wellknown work flows. For this reason, it is likely to meet with resistance. The unwillingness to change increases as a function of the success of the current quality management system. Therefore, these factors must be taken into consideration while also keeping in mind that new management systems do not necessarily need to be based on processes (see Stratmann, 1999) ; only the additional requirements have to be integrated in the existing management system in future. Following the public discussion about the revision of the ISO 9001, one could almost assume that the majority of the companies are not satisfied with the existing QM system or at least see a great potential for improvement. Strong trends can be detected with regard to restructuring measures in existing QM systems, especially under the keywords process and customer orientation. It seems that the majority of companies deem it necessary to modify the present system (see Mackau, Orban, Janas, 1999) . The revision of ISO 9001 attains a new meaning for many companies as a result of this: It can be the launching pad for tackling the "restructuring of the current management system" project. For the creators of quality management systems, the new ISO 9001 thus becomes an instrument that supports the companies' reconstruction as a result of the additional requirements that it involves. However, even if most of the companies consider the requirements of the ISO 9001 to be merely a starting point for an effective quality management system, the question still arises as to how the companies should react to the additional requirements, if the current level of knowledge is used as a basis.
APPROACH
The questions outlined here are the basis of an empirical survey conducted by the Institute of Industrial Engineering and Ergonomics at the University of Technology (RWTH), Aachen with quality management representatives from over 160 different companies. The main objectives of the survey were to determine • the current as well as the future structure of quality management systems,
• the extent to which companies feel the current quality management system needs to be revised, • how the companies are going to react to ISO 9001 requirements,
• and at what point in time the companies find it necessary to actually begin the implementation of the new standard. In order to guarantee that the companies had already been familiar with the subject of quality management, the survey only included representatives of companies that had a certified quality management system. Questionnaires were sent to 270 companies within Germany; sixty per cent were sent back. The high return rate indicates the interest of the companies in questions relating to the revision of the ISO 9001. The results of the survey from various industrial sectors can be seen in Figure 
RESULTS

Structure of the existing quality management systems and trends concerning the revision
Because some companies were certified under several standards at the time of the study, it was likely they would give several answers. Ninety-four per cent of the companies investigated were certified under the ISO 9001. Only 7 per cent of the companies were certified under ISO 9002 and 9003, which shows that these standards are becoming less important, implying that they may be dropped in the future. Other standards employed are VDA 6.1 (15 per cent) and the American standard QS 9000 (11 per cent). Today, a great majority of the quality management systems in German companies are based on elements. Seventy-four per cent of the companies said their management system was structured according to the 20 elements contained in ISO 9001:1994. Despite this strong orientation towards elements, 60 per cent of the companies indicated that they were already trying to implement a process-orientated structure in their QM systems, thereby reacting to the discussion across all sectors on the subject of process orientation. As a consequence, 68 per cent of the companies investigated expect to break with the element-based orientation in future as a necessary step towards improving the efficiency of their quality management systems. This is especially interesting considering that there it is by no means mandatory to change process-based orientations during the implementation of ISO 9001:2000. Only 12 per cent of the companies said that they were going to retain their present element-oriented structure (see Figure 2 ). The aspect of integrating management systems, for example the combination of a quality management system with an environmental management system (e.g., according to ISO 14001), has gained a foothold in companies and will increase in importance in the years to come. At the time of the survey, 33 per cent of the companies reported using combinations of several management systems. The largest component other than a quality management system now being integrated is an environmental management system (76 per cent). Forty-eight per cent of the companies plan to institute integrated management systems.
Deficits
When assessing the efficiency of quality management systems, it is advisable to first pinpoint their weak points and devise suitable development potentials starting from there. Based on the economic efficiencies of a quality management system as a result of efficient workflow as a criteria, the statements obtained in the survey indicate that only 8 per cent of the companies do not have any financial advantages from the establishment of a quality management system. In contrast, 59 per cent do have advantages. Surprisingly, 33 per cent of the companies are not at all aware of this significant quantity (also see Malorny, 1999) . However, when the results of the present survey are compared with the results of a survey from 1996 (see Franke et al., 1996) , it becomes clear that more and more companies are realising the financial advantages they stand to gain by introducing a quality management system. Most representatives of quality management systems generally agree that the existing systems work satisfactorily (54%) to very satisfactorily (11%) on the whole. Thirty-three percent said that the efficiency of the quality management system was only partly good. Dissatisfaction concerning efficiency seems to be the exception (2%). Despite the predominantly positive response, almost all companies see needs concerning the existing quality management system. The main criticism regards the executive personnel. In all industrial sectors, they are said to have a weak interest in the conception and establishment of quality management systems and in the later use of specific quality management methods and regulations. By analogy, it is completely unclear how the demands of the new ISO 9001 for "the commitment of the management concerning the development and the improvement of the quality management system […]" can be fulfilled. Further problems, which can be a significant source of great potential changes, involve the expense required to cope with bureaucracy. Over half of the companies are of the opinion that this effort can be considerably reduced. Furthermore, the employees' lack of acceptance of the quality management system has a negative effect on the efficiency of such systems. This is regarded as a problem by more than one third of the companies. Figure 3 shows the distribution of the needs identified.
Reaction of the companies concerning the future demands of the ISO 9001
Apart from the weak points of the existing management system outlined above, there are a few other topics in the companies that were not or only rarely discussed in connection with the existing ISO 9001. With the revision and the resulting changes, there are further aims that are in the centre of interest. The representatives of quality management systems said the ISO 9001:1994 was not suitable to reach these aims. As a result of the change in the ISO 9001:2000, 70 per cent of those questioned said they hoped it would serve as an incentive in the process of continual improvement to continue with a more long-lasting quality management system and to avoid a stagnation of the workflow. Sixty per cent of the companies indicated that they expect an optimisation of the organisation of the structure and of the workflow due to an exact assignment of tasks and responsibilities. Fortyeight per cent said that they expect the establishment of more stable processes. The wish to completely meet customers' demands as a result of the change to the ISO 9001:2000 was expressed by 46 per cent of the companies.
The new demands that are a result of the long-term revision of the ISO 9001, for example, the measurability of fields of quality objectives, the continuous improvement, the survey of customer requirements or the survey of the employee satisfaction, are regarded by most of the companies as a common standard. This can be observed irrespective of the industrial sector. On the average, one third of the companies said they had already fulfilled some of the demands. This is further evidence that many companies use the ISO 9001 as a framework for a quality management system and only as a minimum requirement and are actually using a more extensive quality management system. That is especially true for those companies (13 per cent), which are already applying or are planning to apply for (internal or external) quality prizes such as the European Quality Award (EQA). If the additional demands from the ISO 9001:2000 are new to the companies, they are going to eliminate deficiencies by extensive training and qualification. Furthermore, in most of the companies there are additional detailed ideas concerning how to proceed with the implementation. The analysis concerning the type and the structure of management systems and trends already showed that the companies are heading towards a strong process-based orientation. This development is one of most important observations gained from the analysis of the survey. Almost a third of the companies (31 per cent) said they planned to completely reconstruct their existing quality management system (Figure 4 ). Assuming that a part of those who are still "undecided" will go the same way, this percentage will increase significantly. A small amount of those who will only add the new demands as new elements to the existing quality management system show how this type of management system is losing importance.
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adding to the existing QMS 13% Figure 4 : Integration of the new demands of the quality management system.
When asked about the problems they saw at the inception of the new ISO 9001:2000, a striking 47 per cent of the interviewed representatives reported that their staff was too small for this extensive restructuring of the quality management system. They also indicated that they feel they do not have enough time. Thirty-two per cent of the companies said they expect this to be a problem for them. These statements can be explained by the fact that organisers of management systems or the representatives for quality management do this job in addition to their everyday business. This implies that the main problems concerning the process of introduction are not related to the ISO 9001:2000 as such. In fact only 14 per cent of those surveyed mentioned that they had difficulties such as the "obscurity of the ISO 9001."
Timetable of the change
Regardless of the criticism of the contents, procedures and the deadlines regarding the introduction of the new ISO 9001, one thing is clear: a vast majority (94 per cent) of those surveyed plan to obtain the certificate. This strikingly underscores the importance this standard specification will have in the not-to-distant future for quality management in companies. The statement that the majority of the companies are going to implement the revised ISO 9001 for major restructuring is comparable to the similar timescale that companies have set for the realisation of this project. 
RESULTS
In summary, the representatives for quality management that were questioned generally consider the existing management systems in the companies to be satisfactory. However, it also became very clear that they feel the systems contain a number of weaknesses. The need to compensate for the drawbacks will lead more than half the companies to implement the revisions of ISO 9001 for the extensively restructuring the existing QM system, while the most obvious change will be in progressing from an element-oriented and to a process-oriented structure. Furthermore, in future, they are going to combine several management systems into one integrated overall system. The results of the survey clearly show that the demands stemming from the new ISO 9001 are now already being implemented by one third of the companies.
